Preface
As a military officer, my most important job is to lead people. Leadership is the core of our great institution; without it, we are destined for failure. Ralph Nader wrote, "the function of leadership is to produce more leaders, not more followers." General Howell 
Introduction
The concept of mentoring has received considerable attention throughout the field of management. As the military approaches the 21st Century, its senior leaders recognize the explosion of technology and the sociocultural changes that accompany it. These changes require us to develop future leaders based on their capabilities, not on their sex, race, or religion. One way to identify these potential leaders is through mentoring. Mentoring is a unique and often misunderstood process in the development of leaders.
Mentoring, from the Greek word meaning enduring, is defined as a sustained relationship between a youth and an adult. The philosophy and practice of mentoring dates back to second century BC, with Chinese academic genealogy and the teachings of Confucius. Homer in the Odyssey concentrated on the task of grooming the prince for leadership with the assistance of Mentor, the King's wise old friend. Male mentoring was exemplified in the relationships of Socrates and Plato, Freud and Jung, and Haydn and Beethoven. Numerous studies have analyzed mentoring in terms of men and male employees relationships; but, mentoring also has application to women and minorities. 1 Diverse sources were used to attain relevant information on mentoring as a useful tool in the leadership and professional development of women and minority officers. As such, the roles and functions of the mentor will be discussed throughout, each varying in 1 degrees in an effort to determine the significance of mentoring. This paper begins by examining mentoring in the private sector and the roles and functions a mentor may assume. It looks at past and present studies as well as the benefits associated with successful mentorship. Second, it addresses barriers to mentoring and highlights how far the military has progressed in achieving diversity. Third, it summarizes how current DOD initiatives such as formal mentoring offers great hope, and why group and universal mentoring are two additional concepts worthy of exploration. Finally, a brief summation of the information presented is highlighted in the conclusion.
Notes

Chapter 2
The Mentoring Process
Mentoring in the Private Sector
Mentoring has gained considerable prominence in the civilian business sector. The experienced mentor acts as a role model to junior executives and through continued involvement, offers support, guidance, and assistance. Additionally, the mentor aids the junior executive in overcoming anxiety, stress, and inflated expectations. The civilian business sector has embraced mentoring because it reduces employee turnover rates, retains corporate knowledge, and increases employee morale. 1 Gerald R. Roche, in a 1979 Harvard Business Review article entitled, Much Ado About Mentors, surveyed 3,976 top executives and found that nearly two thirds had a mentor or sponsor, and one-third of them had two or more mentors. Most importantly, those executives who had a mentor earned more money at a younger age, were better educated, and more than likely to follow a career plan and serve as a sponsor to more protégés. In Roche's study, Donald S. Perkins, president of the Jewel Food Company stated, "I don't know that anyone has ever succeed in any business without having some unselfish sponsorship or mentoring; whatever it might have been called. Everyone who succeeds has had a mentor or mentors." 2 Adrianne Dumond and Susan Boyle, consultants to Douglas Aircraft, believe that successful mentoring relationships don't just happen and offer these guidelines for
Mentors and Mentorees:
� Meet on a regular basis-at least once a month. You cannot develop a good relationship if you don't get to know each other. Take the time to meet. � Know where you are going-be prepared to discuss this and other alternatives with the mentor. � Be a good listener. � Whether you are the mentor or mentoree, do not betray confidences. When another party tells you something, remember that it is for your ears only, and not for distribution. � The Mentor should discuss strengths and developmental needs with mentorees and provide guidance in developing these areas. They should provide feedback on technical interpersonal competence, as perceived by customers and influential decision makers. Mentors should help mentorees set appropriate career goals. � Mentors should help mentorees understand how to participate within the organization and provide information on opportunities in the organization. � Mentorees should not be overly sensitive to criticism and remember that criticism is offered to help you grow. � Mentorees should never brag about their relationship with their mentor because this could put the mentor on the spot. � The relationship should remain on a business level and the mentorees should not get too personal about themselves. � Both parties should be sensitive to the issues of sexual harassment or discrimination. Be aware of the risks and keep the behavior within appropriate bounds. � If either party finds that the mentoring relationship is not developing successfully, they should discontinue the process and seek guidance. � The most important element of a successful mentoring relationship is trust. Once trust is broken, so is the relationship. The message here is mentors and mentorees need guidance that will provide the foundation for establishing and maintaining a mentoring relationship.
Roles of the Mentor
In examining the roles and functions of mentoring, it was found that mentoring comes in many forms. For instance, the Office of Research, Office of Educational
Research and Improvement of the US Department of Education, offer the following as key roles in the mentoring process.
Facilitating. the process of helping things happen, can involve one individual providing guidance or advice, recognizing and alerting another to potential barriers, preparing a path for learning to occur. As the facilitator, the mentor helps the young person to learn, and to pursue his or her goals. Networking. the process of leveraging or adding value through existing informal channels. We all have our own network of contacts which we utilize to get things done and which can be very valuable. Networking arises from an understanding and appreciation of the benefits of the informal organization. 4 Kathy E. Kram, a noted Psychologist at Boston University, reports there are two basic types of roles/functions that a mentor performs: career functions and psychosocial functions. Career functions are those aspects of a relationship designed to enhance career advancement through sponsorship, exposure-and-visibility, coaching, protection, and challenging work assignments. Psychosocial functions are those functions that enhance the protégé's sense of professional competence, identity, and effectiveness. It includes role modeling, acceptance-and-confirmation, counseling, and friendship. 5 Lea and Leibowitz believe that mentoring can best be understood by highlighting what mentors do. They focus on ten behaviors which translates into mentoring.
1. Teaching-instructing the protégé in a specific skill and providing knowledge necessary for successful job performance and assisting in the person's career development. 2. Guiding-orients the novice in learning some of the organization's "unwritten rules." Learning the company's informal rules lessens the risk of being ostracized. 3. Advising-is normally initiated by a request from the protégé. The type of advise is different from the advise given by others due to the mentors high degree of competence and extensive experience. 4. Counseling-provides emotional support in stressful times, listens to the protégé's concerns, helps to clarify career goals and assists in developing a plan of action to achieve those goals. 5. Sponsoring-provides growth opportunity and mere association with the mentor opens a window of opportunities for the protégé; however, it should not be confused with a "free ride. 
Historical Surveys: What We Know About Mentoring Women
Ragins writes that unlike their male counterparts, women face a lack of upward mobility in many organizations, due in large part to their inability to establish a mentoring relationship. In many organizations where there is a predominantly all male environment, women are often stereotyped as lower status, and mis-identified as clerical workers. Such stereotypical behavior decreased their ability to assert themselves and their authority, resulting in difficulty finding a mentor. 17 There are other circumstances that restrict the overall quality of a mentoring experience for women. For instance, there is the possibility for anxiety to develop regarding intimacy and physical attraction. Women fear that when they attempt to initiate a relationship it may be misconstrued as a sexual approach. Second, there may be a public perception associated with cross-gender mentoring. "Relationships that do not involve romantic attachment may be perceived as such by others, thus leading to negative consequences for both mentor and protégé." 18 One way women may seek to avoid these difficulties is to find other female mentors.
Gilbert concluded that aspiring female managers may have more opportunities, and may feel more comfortable in initiating mentoring relationships with female executives than with male executives. Unfortunately, due to the lack of females in mentoring positions, this may lead to an overload of requests from the larger group of women and may result in a shortage of available females to mentor. and 41 percent agreed that mentoring was essential as more women engage in combat
This study also revealed several other important results that are consistent with previous studies: the racial/ethnic identity of the mentors was directly proportional to the racial/ethnic identify of the participants; males had a higher proportion of mentors than females which is consistent with the male mentor and male protégé relationship in most organizations; the mentor's experience enhanced the person's knowledge. Finally, the supervisor emerged as a mentor in the role of a teacher, improving the mentoree's job performance, and contributing to their promotion success. 23 While this study was small, the positive effects listed by women warrants further research as women assume greater responsibilities within the military.
Historical Surveys: What We Know About Mentoring Minorities
Few studies exist which address the effects of race on mentoring. A review of participants, 23 reported having a non-mentoring relationship and 26 reported having a mentor relationship with a black mentor; 17 reported having a relationship with a white mentor, and 2 were unusable. Alleman compared this study with a previous study of 50 white subjects and found that 21 participants were not involved in a relationship and 29
reported involvement in mentor relationships. 24 Alleman's results are consistent with previous studies in that the mentoring experiences of minority protégés were similar to those of white protégés. She concluded the nature of a mentoring relationship along with the perceived benefit did not vary overall with the race of the mentor or protégé. Those variations that existed did not consistently favor one race over the other. However, the behaviors that influence white protégés tended to reflect off the job affiliations and societal associations, while black protégés reported greater career benefits from a mentoring relationship.
The second study, conducted by Army Major E. James Mason, entitled "Mentoring: Black senior Army officers perceive that mentoring helps black officers' career progression within the US Army, and that mentoring is an important factor in their present career success. Fifty-nine percent of the black senior officers surveyed reported having been involved in a mentoring relationship….Moreover, 58% of the senior Army officers reported having been involved in a mentoring relationship. Their attitudes towards mentoring were positive, and they reported that mentoring was an important career development tool that added to the junior officer's job satisfaction and success within the organization. Senior officers perceive that mentors should definitely assume the roles of role model, counselor, and teacher. 
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The data collected was a 34 -item survey. Fourteen of the questions focused on whether or not students had a mentor and whether a mentor was needed to succeed. The survey defined a mentor as "a wise, loyal advisor" and "a teacher or coach." The majority Unfortunately, women and blacks often find themselves excluded from mentoring relationships. Part of the difficulty is that mentoring is frequently based on friendship, admiration, and nurturing which are developed outside the 9-to-5 schedule. Moreover, some men hesitate to take on female protégés because of the sexual innuendoes that often accompany such relationships. Additionally, the project sought to provide specific guidelines for planning and implementing diversity programs. 3 Of the sixteen organizations chosen to participate in the GOLD study, twelve were businesses, including ten which were ranked in Fortune 500
Industrials, two educational institutions, and two governmental organizations. These organizations were chosen based on their record and service as role models in diversity management. Of the 196 executives interviewed, only one organization was headed by a nontraditional executive. They all agreed that advancement barriers exists across industries, sectors, levels and functions, sex and ethnic-backgrounds. The six most common barriers highlighted represent over half of the barriers mentioned by all of the participants in the project.
Prejudice was listed as the number one barrier. Some stereotypes includes depicting Asian-Americans as research oriented and technically focused. Hispanics as being unassertive and too laid back; blacks as lazy, uneducated, and incompetent; and women as often indecisive and unable to be analytical.
Poor Career Planning is largely associated with the lack of opportunities for nontraditional managers to get the needed experience in various jobs that will make them competitive for promotion to senior managerial positions.
Poor Working Environment is described as lonely, unfriendly, and pressure hacked. Nontraditional managers are excluded from office functions and there is a lack of family camaraderie that occurs in most offices. Women and minorities feel they have to be better. Another factor that contributes to a poor working environment is the lack of nontraditional managers to serve as role models and mentors for those rising beyond middle management.
Lack of Organizational Savvy. Comments mentioned in this area included people of color and white women often fail to advance because they don't know "how to play the game." Hispanics, Asian-Americans, Native Americans, and women should assert themselves and their views. Blacks on the other hand, are viewed sometimes as being too aggressive.
Greater Comfort in Dealing with
One's Own Kind. People in general tend to associate with those who are like them. Although discomfort with nontraditional managers sometimes comes from prejudice, there is also a lack of familiarity. The tendency is to hire those who share the same values, the same looks, and the same perceptions.
Difficulty in Balancing Career and
Family. This is considered largely a woman's problem. Competing demands such as bearing and rearing children, and maintaining the household conflict with full-time dedication to a career. Historically, many organizations have provided little support for women who confront the dilemma of meeting both their career and their family needs.
Mentoring and Networking
Morrison points out that nontraditional managers need guidance, encouragement, and advocacy. Seasoned managers can assist nontraditional managers in overcoming hurdles such as isolation, lack of credibility, and perhaps a naiveté about institutional politics.
They can provide advice, support, and recognition in developing future leaders. In 1994, the General Accounting Office reported that "significant disparities" exist by race and gender in accessions, assignments, and promotions in the US military. 10 The report revealed that blacks lagged behind whites in promotion to E-7. At the E-8 level, minorities in the Air Force and Marine Corps fared less while promotions in the Army and Navy improved. In a three year span, blacks in the Air Force and Marines were promoted less often than their white counterparts; the Army had a one-year disparity and the Navy had none. Regarding officers and women, blacks tended to lag behind whites in promotion to O-4; however, the disparity ended in promotions to O-5 and O-6.
Surprisingly, during this same period, women were promoted more often than men in most categories. 11 Despite these problems, the military leadership is committed to advancing equal opportunity to all members of the Armed Services. By some accounts, the military began to achieve diversity in the 1970s.
Diversity in the US Military
In 1996, the Defense Equal Opportunity Management Institute, in a report entitled The Marine Corps is embarking upon a campaign to fight prejudice. Described as a "cradle-to-grave approach," it's designed to institutionalize mentoring for all Marines.
Representation of Minorities and Women in the Armed
Additionally, it includes creating cultural diversity programs, reviewing, updating and revising affirmative action plans, and the use of "total quality leadership" to handle women and minority issues. 15 The main areas being reviewed are:
Accession programs. Minorities are being encouraged to apply for all officer programs, and for those who are not qualified, programs are available to bring them up to speed. Growing our own. Expanded enlisted commissioning programs have tripled the number of minority applicants. Preparing prospects. Marines are studying their most successful programs in order to address the high minority drop-out rate among trainees and officer candidates. Performance evaluation.
Improve the performance evaluation system and assignment of minority officers. Diversity in recruiting. More minorities including women, are getting assigned to recruiting, especially as officer selection officers. Establish an OCS advisory board to monitor recruiting and screening processes. Advertising. More women and African-Americans are being used for advertising. MOS assignment. Statistics show that fewer minorities are placed in combat arms assignment, a key job skill for promotion opportunity.
Recruiting standards. A contentious issue, such as giving waivers to minorities who fall below certain standards on the SAT and Armed Forces examinations.
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The goal behind these initiatives is to level the playing field for which the Marine Corps has been criticized for years and institutionalize these ideas so they may live beyond those who created them.
17
Chapter 4
Organizationally Sponsored Mentoring
The majority of articles reviewed suggest successful mentorship benefits the organization because it allows for the development of potential in talented individuals.
Galbraith and Cohen write that organizational mentoring offers several advantages; gives the member a support system and a connection to other organizational resources and networks; provides peer awareness of others to reduce the protégés' sense of isolation;
and provides realistic support and feedback. Furthermore, mentoring the underrepresented, culturally diverse populations would not only improve employment opportunities, it would also achieve affirmative action and Equal Employment Opportunity Commission standards in the workforce.
1
Service Initiatives
The military, recognizing that mentors may not be available to all of it's members, has sanctioned mentoring programs. While most of these programs are available to all service members, others target specific groups. The Air Education and Training Command 
AETC Mentoring
The AETC Mentoring Program is a policy directive conceived by the Commander of AETC, General Billy J. Boles. "The policy of this command is to help every commissioned officer, enlisted member, and civilian employee reach his or her maximum potential through professional development." 2 Key elements of the AETC Mentoring
Program include:
� Program is non-bureaucratic, minimum administrative requirements, and no reporting requirement above wing level. � Program is supervisor-based. Guarantees that everyone has a mentor immediately available for career guidance and assistance. 
Rocks
Developed in the early 70s as a result of senior black officers' concern for junior black officers, the principle mission of Rocks is to mentor junior black officers. Rocks was named after Brigadier General Roscoe "Rock" Cartwright, who served as a mentor and role model for many black officers during the 1960s. Describing Rocks in its earlier years, General Colin Powell stated:
They wanted to help young black officers up the career ladder, give them the inside dope on assignments good and bad, tell them about commanders able or incompetent, and talk up promising candidates to the right people.…The spirit of Rocks appealed to me. They looked out for me along the way, and, in turn, I have tried to spot young black military talent and help these officers realize their potential. 8 Rocks' goal is to increase the representation of black officers in the Army. "It goes directly to the black community to increase the pool of Afro-American junior officers.
Once these officers are in the Army, Rocks offers them support and guidance which enables them to work and advance within the military system." unless it is a commander-to-subordinate relationship. Others view it as a selection process where gifted individuals are identified, which ultimately leads to a mentor-protégé relationship. Although this concept has merit, the concern is that it creates an "exclusive club" atmosphere, which normally leads to elitism and favoritism. It is especially significant if the supervisor is in the member's rating chain. "Playing favorites among a group of rated or senior rated officers could foment a demoralizing or even destabilizing command climate-certainly something every good leader avoids." 
Formal Mentoring
Like the civilian business sector, the military has also created mentor programs to assist junior officers, women and minorities. Those in favor of formal mentoring believe successful programs should be deliberate and operate under the same procedures as professional military education (PME) programs. It should include operational and tactical decision making, military occupational specialty, future billet preparation, along Officer Candidates School provides candidates the opportunity to seek leadership guidance outside of the organization and it promotes an environment that allows candidates the opportunity to succeed. In short, "they felt it assisted their adaptation to the Marine Corps' beliefs and values, and allowed them to establish contact with potential role models. 4 The Navy has instituted a mentor program designed to help both officers and enlisted personnel reach their full potential. Their rationale is that too many newcomers fail to understand the significance of their job early on and throughout their career. A mentor will help them understand what is important and provide career guidance if needed.
According to the Chief of Naval Personnel, "the process will start as early as the day the person decides they want to enter the Navy. Officers and sailors will be mentored in four stages: upon their initial entry into the Navy, during their initial period in the new command, while the sailor or officer earns warfare or watchstation qualifications, and through the rest of their career in the Navy." 5 Another rationale for this formal process is that a person will be more inclined to remain with an organization that will help them succeed. The program assigns experienced personnel from the officer and enlisted rank whose goal is to develop young ensign and seamen into future leaders and seafarers. would not have to look any further than the data base. "The power of technology has empowered those who wish to be mentors or protégés' beyond our wildest imagination.
All of this can be supported with today's robust and far-reaching information systems." 8 The member would need a computer with access to communication networks such as
Military City On-line or the military services bulletin boards. This process would allow participants the opportunity to establish and maintain a mentoring relationship.
Group Mentoring
One final approach is group mentoring. Group mentoring places an experienced veteran such as a commander or supervisor with four to six less experienced subordinates.
It would involve exchanging ideas, feedback and guidance as a group. One advantage of this approach is the mentor/protégé relationship becomes a group bond, emphasizing interrelationships among all its members. "The emergence of cross-cultural organizations along with a lack of potential mentors brings new challenges to the identification and development of high-potential employees. The growing competition for technological and procedural innovation calls for the kinds of creativity and risk-taking skills that are best gained from interpersonal interaction." 9 Group mentoring multiplies the experience by the number of people in the group.
Notes
Chapter 6
Conclusion
Research has shown that mentoring can be used as an effective strategy to strengthen career enhancement and organizational success. 
Glossary
Mentor. is a close, trusted and experienced counselor or guide, a teacher, tutor, or coach. For the purpose of this research a mentor will defined as higher ranking, influential, senior organizational members with advanced experience and knowledge who are committed to providing upward mobility and support to a protégé's professional career. Mentoring relationships are generally long term, and are characterized by substantial emotional commitment both parties. Protégé. or mentoree will be defined as someone under the care and protection of an influential person, usually for furthering his or her career. Minority. can be defined as less than half the population in a society. Therefore African Americans, American Indians, and Hispanic Americans can all be considered minorities in the United States. Although females in the United States make up more than half of the population, they are also considered minorities as laws were created to uphold women civil rights (Comptons Living Encyclopedia). This research will rely on the most common conception of a minority as that of a group of people who are distinct in race, religion, language, or nationality. For example, AfricanAmericans, American Indians, and Hispanic Americans are often visible in contrast to other groups in our society. Historically Black Colleges and Universities. (HBCUs) refers to those colleges and universities that were created specifically for African Americans during the period of segregated education.
